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* Three Star Rookie in BigLet

© CIA Chief Aware
' That Mistakes May
Spell Disaster ;

By John Scali

General Walter Bedell Smith,
a rugged soldier-diplomat who
knows the Russians first hand,
is well on the way to revamping"
and streamlining the Govern-

" ment’s secret intelligence op- |

erations.

" If his mission as director of
the Central Intelligence Agency
succeeds, the Nation can expect
a clearer picture of what Rus-
sia, or any potential enemy, is
plotting.

If he should flop, his explana-

- tion, if any, might be drowned
<out in the roar of wqud-wide

war,

‘The general, now 56, has
tackled many a tough chore for

" his Government since the day

he enlisted in, the Indiana Na-
tional Guard at the age of 15.

After rising from the ranks,
he served with outstanding suc-
cess as Gen, Eisenhower’s chief
of staff during the éast war
from the earliest stafes until
the 'victorious . Allled armies
forced Hitler’s legions to sur- .
render. ‘

Later, at the President’s re-
quest, he doffed his Army khaki
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and went to Moscow to serve as -

American Ambassador, one of
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the most important assignments |

in the diplomatic service. His
achievements from 1946 to 1949
won him the praise and respect
of the State Department.
Despite this impressive rec-
ord it's doubtful that “Beetle,”
as his friends call him, has ever
faced a more pressing assign-

‘ment, or one in which the odds

are stacked so high against him
from the very beginning.
Under the best conditions, try-

ing to figure out what the Rus-
slans are apt to do, either di-
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HIs preaecessor, Rear Admiral
Roscoe Hillenkoetter, returned
to active naval duty in accord-
ance with his wishes. True to

the CIA’s secrecy traditions, he-

never replied to the attacks on
him or his agency. )
“Beetle” took on the job
‘knowing he was no great intel-
ligence expert. During his dis-
‘tinguished Army career, he was

Lt. Gen. Walter Bedell Smith, director of the Central In-.
telligence Agency, and Bernard M. Baruch, as the
before a Senate committee.

primarily a foot soldier; one
who stood out hecause of his |

grim determination and' his al-
most instinctive ability to brush
aside detail and hit the heart of
a problem.

But he had a good working
knowledge of the
problems of both diplomats and

~senerals from long Army service

intelligence |
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t responsible for “political intelli-
gence.” ' Gen. Smith has sur-
rendered that function solely to
the State Department and elim-
inated duplicating activities in
CIA. 5

2. Channeled CIA’s main ef-
forts toward a single goal—pro-
ducing detailed

centrate on trying to evaluate
the capabilities and intentions
of a potential enemy. ‘

3. Changed the tactics CIA
pbursues in gathering and writ-
ing its reports—*“for the better”
in the view of most Government
agencies which deal with CIA.

4. Buoyed the morale of CIA

embDIOVves ad Cravors s mesd fon

“national in- |
telligence estimates” which con- '
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‘Beetle’ Smith Has

"Had Some Tough Jobs,

But None Like This

best information on a specific
problem but also state what
the  “facts” mean to the wel-
fare and security of the United.
States.

Often it means CIA must take
the risk of judging the intent
of a potential enemy on the
basis of the information it has
been able to piece together—a
process which can and does ex-
pose the general to the possi-
bility of being proved a phony
prophet,.

An estimate of “intent” is
given when CIA is convinced
it has nearly all of the pieces
of the puzzle at hand. When it
honestly believes it can’t deter-
mine “intent” it will say so
rather than risk dressing up a
hunch or guess as considered
opinion.

CIA’s new national estimates
seem to have the support of all
Government intelligence agen-
cies now. In the past the State
Department, at least, criticized
them frequently on the grounds
they were incomplete and mis-
ileading.

This, behind-the-scenes criti-
| cism stemmed mostly from the
] technique CIA used at that time
to write them. Sometimes they
were written within CIA  and
then, sent to the various Gov-
i ernment intelligence depart-
ments for their concurrence or
dissent. An agency was ex-
pected to object only when an
estimate, in its view, was dan-
gerously misleading.

Beetle has reversed the pro-
cedure. Experts from each in-
telligence department in the
Government  participate in
writing national estimate§ from
the very beginning.

Down to Cases

After a first draft is prepared
by lower-level experts, the gen-
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authority for assessing and
processing political informa-
tion has helped restore peace
and harmony between the State
Department and CIA.
Secretary Acheson and his in-
telligence chief, W. Parke Arm-
strong, a former Army intelli-
gence expert, had always main-
tained that the State Depart-
ment, with its thousands of
diplomats scattered throughout
the world, was better equipped

"to handle the work.

“Beetle’s” predecessors kept a
good-sized staff of {‘political ex-
perts” whose main task was to
check the accuracy of political
information which the State
Department sent to CIA.

The general and his top aides
decided this was an unnecessary
duplication and promptly elim-
inated CIA’s more detailed work
in this field.

Given Broad Scope

An important, although tiny,
fraction of the information CIA
receives comes from secret
agents who are planted in key
areas of the world. -

This is the most secret part of
any intelligence operation, and
American officials are under-
standably tight-lipped about it.

Presumably these secret agents
are responsible to CIA.

Presumably they include ex-
perts ranging from atomic sci-
entists to economic and military
specialists.

And presumably the general
supervises their work. Congress
has given him authority to per-
form “such additional services
of common concern as the Na-
tional Security Council deter-
mines can be more efficientiyv
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waver, ay tne  president’s re- |.

quest, he doffed his Army khaki
and went to Moscow to serve as
American Ambassador, one of

- the most important assignments

in the diplomatic service. His
achievements from 1946 to 1949
won him the praise and respect
of the State Department.
Despite this impressive rec-
ord it's doubtful that “Beetle,”
as his friends call him, has ever
faced a more pressing assign-

' ment, or one in which the odds

are stacked so high against him

from the very beginning.
Under the best conditions, try-

ing to figure out what the Rus-

sians are apt to do, either di- |

rectly or through their faithful
Communist satellites,.is a haz-
ardous, uncertain business.:

To make the general’s tas§
even more difficult, the Unite

States ranks as a rookie in the
big league of intelligence.

"It was only three years ago
that  Congress somewhat re-

luctantly authorized the ad-'
ministration to create a peace- '

time Central Intelligence
Agency. Until then the Govern-
ment’s various departments had
gathered their own intelligence
and swapped it back and forth
on a hit-or-miss basis.

“Now we are trying to do in
time of
crisis what it has taken  the

|

swupuue muenxkoetter, returned
to active naval duty in accord-
ance with his wishes. True to
the CIA’s secrecy traditions, he-
never replied to the attacks on
him or his agency. '
“Beetle” took on the job
‘knowing he was no great intel-
ligence expert. During his dis-

primarily a foot soldier; . one
who stood out because of his
grim determination ahd his al-
most instinctive ability to brush

a problem,

pos

and his tourrs:s Ambassador to
Moscow.

Realizing he needed expert

" || advice, he asked William H.

Jackson, a New York lawyer, to
become his deputy. He didn’t
even know Jackson personally,
but knew that he had served as

| Couneil,

British some 300 years to ac- |

ernment . intelligence expert.
President Truman - drafted
“Beetle” to -take over his .new

Central ' Intelligence - with
charges" that it failed to warn

“the' 'Govéernment in time of
« North Korean Communist plans

to launch a military invasion of
Korea.
wi‘Beetle” had just returned to
active Army duty then and was
serving as commanding general
of the 1st Army area, with head-
quarter’s> at Governors Island,
'N.. 348 il

A telephone call from the
President was all that was
needed “'to make him change
back! into civilian clothes and

- complish,” says one key Gov- -

-job last October 7. At that time .
‘critics - were still lambasting:

head for Washington to see
what he could do to strengthen

_the Nation’s intelligence arm.

a colonel in Army intelligence
under Gen. Bradley during the
war. : |
And Jackson had spent
months in 1948 as part of a'
three-man team, working under '
orders of the National Security
seeking to find out
what was wrohg with American
intelligence. )

He then persuaded Allen
Dulles, a second member of the
investigating team, to desert his
law practice, too, and join CIA
as a top consultant. e

Mr. Dulles is a' brother of |
John Foster Dulles, Secretary

| Acheson’s Republican foreign

- policy adviser. During the war |
he served as one of the most
successful “field men” in the
wartime Office ‘of Strategic '
Services. - He has been branded

‘tinguished Army career, he was

‘aside detail and hit the heart of

But he had a good working
knowledge of the intelligence |
problems of both diplomats and |
generals from long Army service

responsipie 10r "political invelll-
gence.” ' Gen. Smith has sur-
rendered that function solely to
the State Department; and elim-

inated duplicating activities in |

CIA. . .

2. Channeled CIA’s main ef-
forts toward a single goal—pro-
ducing  detailed ‘“national in-

telligence estimates” which con- '

centrate on trying to evaluate
the capabilities and intentions
of a potential enemy. ’

3. Changed the tactics CIA
pursues in gathering and writ-
ing its reports—“for the better”
in the view of most Government
agencies which deal with CIA.

4. Buoyed the morale of CIA
employes and Government in-
telligence experts generally.

Perhaps the most important
change “Beetle” has made is to
start producing the new na-
tional intelligence estimates.
More than a dozen of these
top-secret documents have been
compiled thus far.

These booklets are published
by CIA after exhaustive con-
ferences with the six Govern-
ment departments that have
intelligence sections—the State,
Army, Navy and. Air Force De-
partments, the Atomic Energy

as a “spy” by Radio Moscow.
For his top administrator, and

! custodian of CIA’s purse strings,

Gen. Smith selected anothér
New Yorksr Murray McConnell,
a man who had earned a repu-
tation in the business world for
his ability to take over a bank-
rupt company and put it on
its financial feet. ;

Once he was satisfied with his
staff, the general began to re-
organize CIA. :Using the recom-
mendations of the three-man
committee as a blueprint, he has
moved quickly and¢ decisively.

Much of what Gen. Smith has

-'done ~must :necessarily remain

apcret . Howaver 1+ e naseihls

Commission and' the Federal

© Bureau of Investigation,

Top Government afficials who

- have seen them describe them
| as excellent.

Even the subject
matter is “classified,” but it's
reasonable to assume CIA put

out at least. one estimate at- -

tempting to predict the inten-
tion of the Chinese Communists
toward Korea. ‘
Estimates are published by
CIA as part of its duty under
the law to “co-ordinate and
evaluate” the intelligence in-
formation- funneled to it by

other Government departments. !

They represent not. only thq

' dissent.

~ in the report.
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were written within CIA- and
then, sent to the various Gov-
ernment intelligence depart-
ments for their concurrence or
An agency was eX-
pected to object only when an
estimate, in its view, was dan-
gerously misleading.

Beetle has reversed the pro-
cedure. Experts from each in-
telligence department in the
Government  participate in

writing national estimate§ from
the very beginning.

Down to Cases

After a first draft is prepared
by lower-level experts, the gen-
eral sits down with the top in-
telligence directors from out-
side departments and goes over Y
it point by point to make cer-
tain every one agrees. More
often than not these final ses-
sions last for hours and import-
ant changes are made.

|
If any one dissents, on any

grounds, his dissent is included
There is no at-
tempt, officials say, to whittle
a report down to something
everybody will agree to.

The general has changed not
only the way his estimates are
prepared and written but also
the purpose behind them. A
national estimate, he has ruled,
must devote itself to a broad
problem which can’t be assessed
or evaluated adequately by a
single department. g

Further, he holds, it should
deal with an immediate ques-
tion the’answer to which will
help the highest Government
officials in their day-to-day
work. ,

“We don’t get detailed desser-
tations on the political situa-
tion in some relatively unim-
portant country from CIA any
more, but we do get reports on

hat the Russians are doing
and planning-—which is an awful

one official sums it up.

Under “Beetle’s” new plan of
action,.a report and analysis of
the political situation in Af-
ghanistan, for example, is the
job of the State Department’s
political intelligence experts not
for CIA.

Giving the State Department
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lot more important,” is the way !
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agents who are planted in key
areas of the world. -

This is the most secret part of
any intelligence operation, and
American officials are under-
standably tight-lipped about it.

Presumably these secret agents
are responsible to CIA.

Presumably they include ex-
perts ranging from atomic sci-
entists to economic and military
specialists.

And presumably the general
supervises their work. Congress

-

_has given him authority to per-

form “such additional services
of common concern as the Na-
tional Security Council deter-
mines can be more efficiently
accomplished centrally.”

The Army, Navy and Air Force
intelligence sections send along
any military information they
believe may be of interest. The
State Department maintains s
steady flow of important politi-
cal news from abroad. The
Atomic Energy Commission
quite naturally specializes in
atomic energy information. The
FBI forwards any scraps it picks
up while trying to protect the
Nation’s internal security.

In the end, the accuracy of
CIA’s final reports on a potential
enemy’s preparedness. for war
and his intentions will be no
stronger than the raw materials
these agencies feed to CIA.

If one or more should fall
down on the job, then CIA is al-
most certain to fail, no matter
how good a reorganization and
co-ordination job “Beetle” does.
And the result could spell dis-
aster for the United -States.

(Distributed by the A‘ssocllt.ed Press.)
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"It was only three years ago
that' Congress somewhat re-
luctantly authorized the ad-
ministration to create a peace-
time " Central Intelligence |
Agency, Until then the Govern-

gathered' their own intelligence
and swapped it back and forth
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“Now we are' trying to do in
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British some 300 years to ac-

‘ernment . intelligence expert.
President Truman - drafted
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: Intelligence. - with
charges that it failed to warn
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active Army duty then and was
serving 'as commanding general
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A telephone call from the
President was all that was
needed "to make him change
back! into civilian clothes and
head for- Washington to see
what he could do to strengthen

_the Nation’s intelligence arm.
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generals from long Army service

and his tour as Ambassador to
Moscow.

" Realizing he needeq expert
.advice, he asked William H.
Jackson, a New York lawyer, to
become his deputy. He didn’t
even know Jackson personally,
but knew that he had served as
a colonel in Army Intelligence
under Gen. Bradley during the

I war. '

And J\acktson had spent

months in 1948 as part of 8

three-man team, ‘working under

: , |, orders of the N
:ment’s various departments had || cidiy ational Security

Council, seeking to find out
what was wrohg with American
intelligence. ’

He then persuaded Allen
Dulles, a second member of the
investigating team, to desert his
law practice, too, and join CIA
as a top consultant. e

Mr. Dulles is a brother of |
John Foster Dulles, Secretary
Acheson’s Republican foreign
. policy adviser. During the war /
| he served as one of the most
Successful “field men” in the 1
wartime: Office of Strategic '
Services. ' He hag been branded
as a-“spy” by Radio Moscow.
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Jcustodian of CIA’s purse strings,
Gen. -Smith selected anothér

New Yorkear Murray McConnell,
8 man who had earned s repu-
tation in the business world for
his ability to take over a bank-
rupt company and put it on
its financial feet, : )
Once he was satisfied with his
staff, the general began to re- '
organize CIA. Using the recom-
mendations of the three-man
committee as a blueprint, he has
moved quickly ande decisively, .
Much of what Gen. Smith has

~done -muss ‘necessarily remain

secret. . However, it
to report that he has:

quarrel between CIA

is possible

" 1. Ended the long-standing
and - the

State Department about who is |
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4. Buoyed the moralerovagIA
employes and Government in-
telligence experts generally.

Perhaps the most important
change “Beetle” has made is to
start producing the new na-
tional ' intelligence estimates.
More than a dozen of these
top-secret documents have been
compiled thus far.

These booklets are published
by CIA after exhaustive ‘con-
ferences with the six Govern-
ment departments that have
intelligence sections—the State,
Army, Navy and. Air Foroe De-
partments, the Atomic Energy
Commission and: the Federal
Bureau of Investigation,

Top Government officials who

- have seen them describe them

as excellent. Even the subject
matter is “classified,” but it’s
reasonable to assume CIA put

out at least. one estimate at- .

tempting to predict the inten-
tion of the Chinese Communists
toward Korea, )
Estimates are published by
CIA as part of its duty under
the law to “co-ordinate and
evaluate” the intelligence in-
formation funneled to it by
other Government departments,
They represent not. only thq

_ in the report.

Aller a 1Irsy dralt 1s prepared
by lower-level experts, the gen~
eral sits down with the top in-
telligence directors from out-
side departments and goes over \
it point by point to make cer-
tain every one agrees. More
often than not these final ses-
sions last for hours and import-
ant changes are made.

If any one dissents, on any
grounds, his dissent is included
There is no at-
tempt, officials say, to whittle
8 report down to something
everybody will agree to.

The general has changed not
only the way his estimates are
prepared and written but also
the purpose behind them. A
national estimate, he has ruled,
must devote itself to a broad
problem which can’t be assessed
or’ evaluated adequately by a
single department. .

Further, he holds, it should
deal with an immediate ques-
tion the’answer to which will
help the highest Government
officials in their day-to-day‘
work. .

“We don’t get detailed desser-

tations on the political situa- |

tion in some relatively unim-
portant country from CIA any
more, but we do get reports on
what the Russians are doing
and planning-—which is an awful

lot more important,” is the way |

one official sums it up.

Under “Beetle’s” new plan of |
action;.a report and analysis of :

the political situation in Af-
ghanistan, for example, is the
job of the State Department’s
political intelligence experts not
for CIA.

Giving the State Department

tional Security Council deter-
mines can be more efficiently

. accomplished centrally.” -

The Army, Navy and Air Force

! intelligence sections send along
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any military informatl_on they
believe may be of interest. The
State Department maintains a
steady flow of important politi-
cal news from abroad. The
Atomic Energy Commission
quite naturally specializes in
atomic energy information. The
FBI forwards any scraps it picks
up while trying to protect the
Nation’s -internal security,

In the end, the accuracy of
CIA’s final reports on a potential
enemy’s preparedness. for war
and his intentions will be no
stronger than the raw materials
these agencies feed to CIA.

If one or more should fall
down op the job, then CIA is al-
most certain to fail, no matter
how good a reorganization and
co-ordination job “Beetle” does.
And the result ecould spell dis-
aster for the United ‘States.

(Distributed by the .tasoclabed Press.)
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